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The influence of internal market orientation on external outcomes
The mediating role of employees' attitudes Introduction The relationship demonstrated between perceived quality and customer satisfaction and loyalty (Borucki and Burke, 1999; Dietz et al., 2004) explains companies' efforts to improve their customers' perceptions of quality. This relationship becomes even more important in the case of service companies, where the service delivery process is highly variable because quality is created during the interaction between the employee and his or her customer (Gunawardane, 2011) . Consequently, the human factor in service delivery remains one of the great challenges for managers (Solnet, 2006) . It therefore becomes essential for organisations to identify the elements of a work environment, as perceived by employees, which are linked to critically important organisational outcomes (Pugh et al., 2002; Scotti and Harmon, 2014) .
A body of literature known as linkage research examines these links (e.g. Wiley, 1996; Wiley and Brooks, 2000) , and tries to explain how employees' descriptions of their work environment influence important performance factors. Linkage research is also related to the service climate literature (Johnson, 1996; Schneider and Bowen, 1985) or contributions based on the service profit chain model (Heskett et al., 1994 (Heskett et al., , 1997 , both of which seek to connect internal and external parameters (Hong et al., 2013) .
The internal marketing literature that explores the ways in which the companyemployee relationship can be managed to improve internal bonds (Peltier et al., 2013) and outcomes in the external market (Gounaris, 2006 ) also falls within this academic context. Internal marketing is defined as "a philosophy that focuses attention on customer satisfaction and organisational productivity through continuous attention and improvement of the jobs that employees execute and the environment in which they execute them" (Ahmed and Rafiq, 2003 Rafiq, , p. 1180 . Considering a marketing philosophy in internal management, and the analysis of its effect in maintaining affective relationships between the company and its employees that help the organisation obtain its external targets, appear to overcome the criticisms levelled at the linkage research or the profit chain model arising from the simplicity of their arguments on the linkages between internal organisation practices and customer outcomes (Dean, 2004; Solnet, 2006) .
Our study aims to enrich the internal marketing literature by considering the mediating role that three employees' attitudes (job satisfaction, trust and commitment), which comprise what is known as relationship quality in the marketing literature, might have in the relationship between internal marketing, represented by internal marketing orientation (IMO), and external success factors, in the form of perceived service quality that affects customer satisfaction.
The possible positive influence that implementing IMO in an organisation might have on employee attitude and the service he/she offers, as perceived by the customer, is explained by equity theory (Adams, 1963) . Our study uses dyadic relationships to analyse the validity of this theoretical referent, based on data from workers and their patients in the healthcare sector.
The paper is structured as follows: in the next section we review the literature and present the conceptual reference that underlies the proposed model. This is followed by an explanation of the methodology and results. Finally, we highlight the main implications, limitations of the study and suggestions for future lines of research.
Literature review and model development
Linkage research (Cheung and To, 2010; Hartline and Ferrell, 1996; Scotti and Harmon, 2014; Wiley, 1996; Wiley and Brooks, 2000) examines the relationship between the way employees describe their work environment and important performance success factors. Wiley (1996, p. 330) argues that, "linkage research involves integrating and correlating data collected from employees with data in other key organizational databases […] the purpose of linkage research is to identify those elements of the work environment -as described by employees -that correlate, or link, to critically important organizational outcomes such as customer satisfaction and business performance".
Early linkage research studies were performed in connection with service climate research and confirmed direct correlates between employees and customers (Schneider and Bowen, 1985; Schneider et al., 1980) . Service climate is defined as "the shared
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Influence of internal market orientation perceptions of employees concerning the practices, procedures, and kinds of behaviours that get rewarded and supported with respect to customer service and service quality" (Schneider et al., 1998, p. 151) . That is, service climate is built on foundations of caring for both customers and employees (Chuang and Liao, 2010; Little and Dean, 2006; Schneider et al., 1992 Schneider et al., , 2005 .
Organisational researchers recognise the importance of service climate in service management (Schneider et al., 1998) ; moreover, other related research frameworks, such as the service profit chain (Heskett et al., 1994 (Heskett et al., , 1997 Loveman, 1998; Silvestro and Cross, 2000; Yee et al., 2011) , have largely inspired service climate research (Hong et al., 2013) . The service profit chain establishes relationships between "profitability, customer loyalty, and employee satisfaction, loyalty, and productivity" (Heskett et al., 1994, p. 164) .
However, alternative views criticise the simplicity of way these models explain the linkages between internal organisation practices and customer outcomes (Dean, 2004; Solnet, 2006) . In this vein, Peccei and Rosenthal (1997) argue that the treatment given in the relevant literatures is somewhat patchy in relation to the nature, antecedents and consequences of the internal organisational factors that create a customer service focus, and consequently better external outcomes. These researchers suggest that the internal factors necessary for employees to be more likely to engage in customer service behaviours are primarily a non-calculative phenomenon, driven more by affective concerns than by traditional human resources practices, which often focus on control and hierarchy.
In this line, the internal marketing literature has made a noteworthy contribution in explaining the relationship between internal management and external organisational outcomes by applying an organisational philosophy from the marketing perspective (Gounaris, 2006) , which goes beyond the traditional consideration of a set of human resource practices (Ahmed and Rafiq, 2002) .
Notable contributions (Boukis and Gounaris, 2014; Gounaris, 2006 Gounaris, , 2008a Lings, 2004; Lings and Greenley, 2005) take the IMO, to represent specific behaviours associated with enacting the internal marketing philosophy. IMO is understood to enable the construction of affective bonds with employees that encourage attitudes (Ahmed et al., 2003; Caruana and Calleya, 1998; Lings and Greenley, 2005; Sahi et al., 2013; Tortosa et al., 2009 Tortosa et al., , 2010 and behaviours that are favourable to the company (Boukis and Gounaris, 2014; Sánchez-Fernández and Miranda, 2011) , and better organisational performance (Fang et al., 2014; Shiu and Yu, 2010) .
These positive consequences of IMO are theoretically explained by equity theory (Adams, 1963) and its notion that one party evaluates a relationship by balancing his or her inputs (what he or she contributes to the relationship) with his or her outputs (what he or she receives from the other party) and responding to this evaluation consistently. In an organisational context, following Settoon et al. (1996, p. 219 ) "positive, beneficial actions directed at employees by the organization and/or its representatives contribute to the establishment of high-quality exchange relationships […] that create obligations for employees to reciprocate in positive, beneficial ways". As internal marketing increases employees' perceptions of job-related value (Boukis and Gounaris, 2014) , we argue that the firm's management should focus on their needs and wants, in such a way that employees perceive that the outputs are greater than the inputs and they therefore feel obliged to respond positively to the organisation with an appropriate attitude, and its resulting impact on organisational performance.
Specifically, the marketing literature has analysed the role of attitudes in building and maintaining fruitful relationships through the concept of relationship quality,
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JSTP 25,4 defined as "the overall strength of a relationship and the extent to which it meets the needs and expectations of the parties" (Smith, 1998, p. 4) . In recent years there seems to be a consensus among scholars that satisfaction, trust and commitment are key elements that integrate and represent relationship quality (Chumpitaz-Cáceres and Paparoidamis, 2007; De Cannière et al., 2009; Ulaga and Eggert, 2006) . Nonetheless, with the exception of a few studies (e.g. Chen et al., 2009; Lee et al., 2012; Zeinabadi and Salehi, 2011 ) that explore the company-employee relationship outside the internal marketing context, most academic research on relationship quality has focused on the external environment, the company-client relationship, with many contributions that have corroborated the mediating role of relationship quality in the influence that a company's service or customer orientation has on organisational performance (Beatson et al., 2008; De Wulf et al., 2001) .
In a similar way, with equity theory as our theoretical framework, the present study analyses, as far as we know for the first time, the mediating role that the quality of the relationship employees have with the company, represented by satisfaction, trust and commitment, may have on the relationship between internal marketing (IMO) and the organisation's external outcomes. These are measured in terms of the consumer's perception of the service quality that, according to the literature (Mohr and Bitner, 1995) , affects his or her satisfaction. Although they have been extensively examined, these specific outcomes were selected because they are two key external objectives of internal marketing (Gounaris et al., 2010; Tsai and Wu, 2006) , which we believe justifies their analysis as a possible outcome of the relationship quality.
This study also contributes to the literature in its treatment of trust, an attitude that, to date, has not been considered as a possible consequence of internal marketing. Likewise, following several studies on the quality of the company-client relationship (Chumpitaz-Cáceres and Paparoidamis, 2007; Moliner, 2009; Moliner et al., 2007) , we analyse the possible causal relationships among the three employee attitudes, relationships justified by the conceptual nature of each attitude.
Before detailing the hypotheses of our research model, we first analyse in greater depth the concept of internal marketing and its representation through IMO.
Internal marketing and IMO
The lack of agreement about the conceptual nature of the term internal marketing has hindered academic development in this field. However, according to Gounaris et al. (2010) , 30 years of investigation have produced the following findings: first, the principles of applying marketing internally mirror those of applying marketing externally; second, the application of internal marketing helps employees to meet their needs; and finally, the scope of internal marketing is also externally oriented because it aims to achieve customer satisfaction through employee satisfaction.
Despite the conceptual relationship that may exist between internal marketing and human resources management (Pitt and Foreman, 1999) , we believe there are significant differences that explain why researchers have dealt with internal marketing separately in recent decades. We therefore draw on Ahmed and Rafiq's (2002, p. 68) argumentation to conceptually delimit internal marketing: "The acceptance of the central aim of internal marketing of developing customer-conscious employees, treating employees as customers and the use of marketing-like techniques to achieve these aims means that organization is taking on board a new set of values". Internal marketing represents the firm's philosophy to provide value for its employees with the aim of encouraging them to attain the firm's external objectives (Boukis and Gounaris, 2014) .
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Influence of internal market orientation Internal marketing, therefore, goes beyond the traditional treatment of the influence that a set of human resource practices might have on employee performance. In effect it involves a holistic approach (Rafiq and Ahmed, 2000) , designed to improve company-employee bonds (Peltier et al., 2013) , and in turn, increase employee satisfaction, motivation and customer orientation (Bennett and Barkenjo, 2005; Caruana and Calleya, 1998) ; in this way all organisational functions are integrated and coordinated, which allows business strategies to be effectively planned and implemented in order to achieve the desired external objectives (Rafiq and Ahmed, 2000) .
Various contributions (Boukis and Gounaris, 2014; Gounaris, 2006 Gounaris, , 2008a Tortosa et al., 2009 Tortosa et al., , 2010 in the field of internal marketing identify, by means of IMO, specific behaviours associated with enacting this philosophy, which build effective relationships between employees and management. The theoretical framework of IMO has its origins in the work of Lings (2004), which, taking Kohli and Jaworski's (1990) market orientation as a referent, associates proximity to the employee from a marketing philosophy with different managerial activities related to generating information about employees, providing higher managerial support and direct communication between employees and their managers, thus raising employees' awareness of their central role in organisational performance and encouraging, according to equity theory, a positive reciprocal response towards their employers (Boukis and Gounaris, 2014) .
Based on this definition, our study adopts Gounaris' (2006 Gounaris' ( , 2008a scale to represent IMO as a hierarchical construct (see Figure 1) , with the dimensions of internal-market intelligence generation, internal intelligence dissemination and response to intelligence, and a total of ten sub-dimensions with their respective indicators.
Through this scale, we suggest that the adoption of IMO in an organisation may result in positive employee attitudes in the performance of their work, which in turn will have a favourable effect on customer outcomes. The influence of IMO on workers' attitudes The relationship employees have with the organisation in which they work allows them to evaluate its degree of orientation towards the workforce, which brings about an attitude or affective response[1] consistent with this assessment. Various studies have represented this response through employee satisfaction (Alexandrov et al., 2007; Paulin et al., 2006) ; employees' trust in the company and the managers who represent it (Chen et al., 2009; Garbarino and Johnson, 1999) ; and their affective commitment to the organisation (Babakus et al., 2003; Paulin et al., 2006) . To our knowledge, our study is the first to analyse, in the same model, the influence of IMO on these three employee attitudes, and the possible relationships among them. It therefore responds to the call for further research on the possible consequences of IMO (Kaur et al., 2009) . Job satisfaction has traditionally been defined as a worker's emotional state resulting from the evaluation of his or her job, particularly regarding actual results as compared to the results they wish to achieve in their work relationship (Locke, 1969) . Hence, employees' job satisfaction may be positively influenced by introducing IMO in the organisation, since this entails a management commitment to understand employee's needs through internal-market intelligence generation, dissemination of this intelligence throughout the company and responding on the basis of this intelligence; in other words, attempting to offer jobs and responsibilities in accordance with employees' needs (Gounaris, 2008a) .
Indeed, several empirical contributions (Ferdous and Polonsky, 2014; Gounaris, 2006 Gounaris, , 2008a Tortosa et al., 2009 Tortosa et al., , 2010 , on hospitality services and banking activities, respectively, have corroborated this relationship. We considered it opportune to corroborate the possible influence of IMO on job satisfaction in the health service context, where according to the literature (Aiken et al., 2001; Deckard et al., 1994; Gil-Monte and Schaufeli, 1991; Maslach and Jackson, 1982; Peltzer et al., 2003; Thomas, 2004) , employees are considered to have one of the highest rates of professional burnout syndrome, with the resulting negative attitude towards their work (Passalacqua and Segrin, 2012) . The present study therefore proposes the following hypothesis:
H1. IMO has a direct, positive and significant influence on employee's job satisfaction.
Trust can be considered a favourable affective reaction that appears to be explained through two dimensions (Kumar et al., 1995, p. 349) : first, trust in benevolence, or the other party's interest in the well-being of the person who trusts; and second, trust in honesty (credibility), or the faith of those who trust in the actions and signs of the other party in the relationship. This conceptual delimitation of trust is used in the present research, defined as the employee's affective response to the organisation and its managers' honesty (credibility) and benevolence. No distinction is made between employees' trust in their managers and their trust in the organisation where they work on the grounds of the principle of transference process (Doney and Cannon, 1997) , which holds that trust is transferred from one agent to another person or institution he or she represents.
To our knowledge, internal marketing research has not explored the possible influence of IMO on employees' trust. However, following the theoretical principle of equity theory, the management concern for employees' needs implicit in IMO is an output from the organisation that may positively affect the employee's attitude, thus enhancing his or her trust in the company and its managers.
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In this vein, some approaches (Narangh and Singh, 2012; Paillé et al., 2010) based on perceived organisational support (POS), defined as the degree to which employees perceive their employer to be concerned with their well-being and value their contributions to the organisation (Eisenberg et al., 1986) , corroborate its influence on employee's trust in the organisation and its managers. In the same way, employees may interpret IMO as a mark of respect and consideration on the part of their employer, which in turn may increase their trust. For this reason, we consider the following hypotheses for further discussion:
H2a. IMO has a direct, positive and significant influence on employee's trust in the honesty of the organisation and its managers.
H2b. IMO has a direct, positive and significant influence on employee's trust in the benevolence of the organisation and its managers.
Following some scholars (Paulin et al., 2006; Whitener, 2001 ), the present study defines organisational commitment as the employee's state of affective attachment to the organisation and is especially sensitive to work experiences such as organisational support. This attitude has also been described as a linking of the individual identity with the identity of the organisation and as an attachment to the organisation for its own sake. It results in a situation where the worker wants to continue his or her association with the firm. The definition adopted is therefore representative of affective commitment.
The aim of internal marketing is to ensure that employees feel that management is concerned about them and that their needs are met. When used successfully, internal marketing creates positive employee affective response, including organisational commitment (Awwad and Agti, 2011; Paulin et al., 2006) . Accordingly, two contributions to the study of IMO (Kaur et al., 2009; Lings et al., 2008) , in banking activities and maritime transport service, respectively, have corroborated the positive influence of IMO on employees' affective commitment to the company. As we mentioned before, we consider it relevant to replicate the influence of IMO on employee commitment in the healthcare service, where work demands are more intense and might lead to greater depersonalisation, with the consequent worsening of employees' attitudes (LeBlanc et al., 2001; Peltzer et al., 2003) . Thus, we propose the hypothesis that:
H3. IMO has a direct, positive and significant influence on employee's affective organisational commitment.
The study also hypothesises the possible causal relationships among these representative variables of workers' attitudes. The conceptual nature of each variable justifies such relationships. Several authors have corroborated the direct influence of job satisfaction on employees' trust (Daley and Vasu, 1998; Williams, 2005) , on employees' affective commitment (Alexandrov et al., 2007; Chen et al., 2009; Yousef, 2002) and the influence of employees' trust on their affective commitment (Alder et al., 2006; Doucet et al., 2008) .
In the same vein, we consider the following hypotheses:
H4a. An employee's job satisfaction has a direct, positive and significant influence on his or her trust in the honesty of the organisation and its managers.
H4b. An employee's job satisfaction has a direct, positive and significant influence on his or her trust in the benevolence of the organisation and its managers.
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H5. An employee's job satisfaction has a direct, positive and significant influence on his or her affective organisational commitment.
H6a. An employee's trust in the honesty of the organisation and its managers has a direct, positive and significant influence on his or her affective organisational commitment.
H6b. An employee's trust in the benevolence of the organisation and its managers has a direct, positive and significant influence on his or her affective organisational commitment.
The relationship between workers' attitudes and customer outcomes To test the influence that employees' attitudes can have on organisational performance, we consider that the quality of the service the worker gives, as valued by the customer, is the worker's reaction to his or her affective response. We therefore follow Akroush et al.'s (2013) recommendation to use dyadic methodology in studies that link employees' results with customer outcomes. Employees' attitudes play a critical role in determining how they interact with customers (Babakus et al., 2003) , and in turn, influence the customer's perception of the quality of the service they receive. Numerous contributions in the literature have confirmed the direct influence on service quality of employees job satisfaction (Hartline and Ferrell, 1996; Malhotra and Mukherjee, 2004; Yoon et al., 2001) ; their level of trust in the organisation and its managers (Aryee et al., 2002; Podsakoff et al., 1990) ; and their affective commitment to the organisation (Jiang et al., 2009; Meyer et al., 2002) .
Nonetheless, we consider that these relationships should be verified in this study since this is the first analysis in a single model of the mediating role that these three attitudes can play in the possible influence of IMO on two key factors of an organisation's external outcome, namely, the customer's perception of the service quality and his or her satisfaction with the service received. Furthermore, in a service such as healthcare, the employee's attitudes can have a greater impact on the customer's evaluation of the service received. These arguments lead us to replicate these relationships with the following hypotheses:
H7. An employee's job satisfaction has a direct, positive and significant influence on the quality of service perceived by the customer.
H8a. An employee's trust in the honesty of the organisation and its managers has a direct, positive and significant influence on the quality of service perceived by the customer.
H8b. An employee's trust in the benevolence of the organisation and its managers has a direct, positive and significant influence on the quality of service perceived by the customer.
H9. An employee's affective organisational commitment has a direct, positive and significant influence on the quality of service perceived by the customer.
The study also understands perceived quality as the result of the customer's evaluation of the services given by the same employee experienced over the course of time. If this overall perception is positive, the customer's affective response takes the form of general satisfaction with the service. Several studies
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Influence of internal market orientation (Boshoff and Gray, 2004; Mohr and Bitner, 1995) consider the role of perceived service quality as an antecedent of customer satisfaction:
H10. The service quality perceived by the customer has a direct, positive and significant influence on his or her satisfaction with the service received. Figure 2 shows the research model with all the proposed hypotheses.
Methodology
Scope of the study Our research focuses on the healthcare sector, specifically on the outpatient services of five Spanish hospitals in the Valencian region. The five hospitals are of a similar size/capacity (small to medium) and offer the same outpatient services. Permission was obtained from the regional health authority to carry out the study in the selected hospitals. In fact, the intervention of the health authority was decisive in the managers' decision to participate in the study in all the five hospitals selected. The research team prepared an individual report with the aggregated results of the study pertaining to each hospital. The healthcare sector was chosen because workers have a notable influence on the patient's perception of quality, which explains why healthcare management is increasingly concerned to improve relations with workers with a view to improving their attitude in each interaction with patients. Moreover, health concerns are among the most salient of human concerns (Bellou and Thanopoulos, 2006) ; healthcare workers are therefore under considerable pressure from society and their organisation, which is reflected in the higher levels of affective distress they experience as compared to other professions (Fiabane et al., 2013; Laranjeira, 2011; Lim et al., 2010) . The consequences of this occupational stress may affect the quality of care provided to patients, for example in diagnosis and treatment errors (Rogers et al., 2004) , and may lead to reduced patient satisfaction (Argentero et al., 2008) .
Finally, we focus on hospital outpatient services because this context favours the formation of dyads that link the information provided by each employee to that provided by his or her patients.
Data collection and sample
Because of the conceptual integration of employee and customer perceptions in this study, a two-sample research design was applied and two questionnaires were developed. The first one measured the employees' evaluation of IMO and their attitudes (job satisfaction, trust in benevolence and honesty and affective commitment). The second questionnaire captured service quality perceived by patients and their satisfaction.
The study sample consisted of 244 employees and 732 of their patients in the five hospitals analysed. Prior to the field work, the management of each hospital informed personnel that university researchers would carry out a survey of opinions about their work. Participation was voluntary and anonymous. The questionnaires were first reviewed, through individual in-depth interviews, by six employees and six patients in another hospital. The scales were adapted and finalised according to their suggestions with the aim of capturing the reality of the healthcare services. This review was also performed to ensure that the form, layout, sequence difficulty, length of the questionnaires and completion time were appropriate.
Following this review, employees and patients in the five hospitals were interviewed by a team of seven researchers from the department of the university where the authors of this study teach. To ensure there was no significant interviewer effect in the results we used, following Hox (1994) , the Kish (1962) intraclass correlation coefficient (ICC), with results close to 0.031, as recommended by the literature for face-to-face surveys (Davis et al., 2010; Groves, 2004) .
The interviews with the employees were carried out in the hospital at the beginning or end of the day, and their patients were interviewed while they were waiting for the outpatient appointments. The patients, chosen at random at that particular moment, were asked to respond to questions about their level of satisfaction and their perception of the service quality, in relation to at least three occasions in the previous 12 months, offered by the professional whom they were waiting to see at the time of the interview. If any patient had not received the service from the same professional on several occasions, he or she was not included in the sample.
In order to guarantee confidentiality, the interviews were carried out in rooms adjoining the waiting room of each outpatient service. The self-completion technique was not used so as to avoid erroneous interpretations of the questions. Both questionnaires consisted of closed questions with items measured on a five-point Likert scale, where 1 represented the lowest agreement with the statement, and 5 the highest.
Through codification it was possible to identify and match the results of the two questionnaires, completed by each employee and his or her patients (three patients per worker). Confidentiality in the process of disseminating the results was assured since they were aggregated.
The response rate in the employee sample was 60 per cent (244 out of 411 employees); the sample consisted of 132 men (54 per cent) and 112 women (46 per cent), 162 of who were doctors and 82 nurses. More than 80 per cent of the respondents worked full-time at the hospital. The average tenure of the employees was not longer than ten years. The patient sample consisted of 392 women (53 per cent) and 340 men (47 per cent), with an average age of 42. These profiles were comparable to the total population of patients in the five hospitals analysed.
In sum, the unit of analysis was the employee-patient relationship; the research hypotheses were therefore tested on 244 dyads that associated each employee with the average of the three patients in the sample that he or she had treated. This aggregation is consistent with previous suggestions (George and Bettenhausen, 1990; Yoon and Suh, 2003 ) that data should be collected at the level of analysis at which it will be aggregated. However, as Schneider and Bowen (1985) suggest, it is necessary to ensure that patient ratings are reasonably stable within each service encounter. To test consistency or agreement across patient responses on service quality and satisfaction
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Influence of internal market orientation we estimated within-group interrater agreement (James, 1982) for both constructs. The average within-group interrater reliability values, r wg(j) , for the constructs of patient satisfaction and service quality were 0.856 and 0.895, respectively, which were higher than the commonly accepted criterion of 0.7, suggesting sufficient within-group agreement to aggregate the data at employee level.
We also used ICC statistics, ICC(1) and ICC(2) to assess interrater reliability (Batko, 1976) within professionals. The ICC(1) values were 0.505 and 0.570 for patient satisfaction and for service quality, respectively, which were much higher than the cutoff value of 0.12 (James, 1982) , indicating a sufficient variability ratio. The ICC(2) values were 0.754 and 0.793 for patient satisfaction and service quality, respectively, which were higher than the cutoff point of 0.60 (Glick, 1985) , rendering sufficient interrater reliability within employees. In sum, all these results justify aggregation of the data on service quality perceived by patients and their satisfaction at the employee level.
Measures
Following Gounaris (2006 Gounaris ( , 2008a , based on Lings (2004), we treat IMO as a third-order hierarchical reflective construct (with dimensions, sub-dimensions and indicators or observable variables) that represents the generation and dissemination of information pertaining to the wants and needs of employees, and the design and implementation of appropriate responses to meet these wants and needs. We consider that this scale is more suited than others to the conceptual nature of IMO, and we defend its hierarchical nature following Gounaris' (2006, p. 436) argument, "marketing scholars would seem to concede that many constructs, such as for instance satisfaction, or service quality, have a multifaceted nature (e.g. Brady and Cronin, 2001; Flynn et al., 1993) and are comprised by distinct subcomponents (sub-constructs) which, however, contain a significant amount of shared variance attributed to their common relation with the higher order global construct".
Finally the scale was adapted and completed with five new items, EXVL 4, EXVL 5, JD1, JD2, JD3 (see the Appendix), according to the suggestions of six professionals in the individual in-depth interviews, with the aim of capturing the reality of the relationship between managers and employees in outpatients department of a hospital, which is considerably different from the reality in the hospitality sector, investigated in Gounaris' (2006 Gounaris' ( , 2008a works.
We used items from several scales in the literature to represent the constructs that measure employees' attitudes, although not all the original items were used in order to keep the questionnaire reasonable short and thereby avoid a negative effect on the response rate. We selected the items that best matched the research objectives. The scales were finally adapted to the hospital context. We therefore consider the following constructs: first, job satisfaction, as a one-dimensional reflective construct of general content based on some items from job satisfaction scales (Churchill et al., 1974; Ironson et al., 1989 ) and on Oliver's (1980) satisfaction scale; second, employee's affective response to honesty (credibility) and benevolence of the organisation and its managers as two reflective constructs based on scales developed by Ganesan (1994) and Kumar et al. (1995) ; both constructs are largely based on affective bonds between the parties in a relationship; and finally, employee's organisational commitment, as a one-dimensional reflective construct describing their affective nature. This attitude was represented by the scale developed by Meyer et al. (1993) , which is based on six of the eight items from the original Allen and Meyer (1990) scale.
We use Brady and Cronin's (2001) scale, adapted to a hospital outpatient service, to represent perceived service quality. It considers perceived service quality as 496 JSTP 25,4 a multi-dimensional and multi-level construct, with three main dimensions (quality of the interaction, of the outcome and of the environment), nine sub-dimensions and 27 indicators (observable variables). In sum, it is a hierarchical construct of a reflective character in the first and second orders and a formative character in the third order (the main dimensions explain the service quality as a global construct). We defend the use of this hierarchical model in our paper because it has a more integrative and complete view than other models, as confirmed by several studies in different contexts (Bai et al., 2008; Liu, 2005; Pollack, 2009) .
Finally, we estimate customer satisfaction as a one-dimensional reflective construct (Bloemer and Odekerken-Schroder, 2002) representative of the customer's affective reaction to the service quality received.
Results
Following Anderson and Gerbing (1988), we performed a confirmatory factor analysis (CFA) for each scale, and then developed a confirmatory measurement model with all the constructs and a structural model to test the causal relationships.
The proposed model was tested with version 6.1 of the EQS multivariate software package for structural equation modelling (SEM). The parameters were estimated using the maximum likelihood approach and the fit of the conceptual model to the empirical data was assessed with χ 2 statistics, the comparative fit index (CFI), the goodness-of-fit index (GFI), the average goodness-of-fit index (AGFI) and the root mean square of approximation (RMSEA).
Scale validation
First, we checked for signs of multicollinearity by testing the variance inflation factor (VIF) among latent variables in our proposed overall model. Values were below 10 (Hair et al., 2009; Myers, 1990) , suggesting multicollinearity was not an issue in our study.
Additionally, to rule out common method data collection bias we performed a one-factor test among latent variables in the proposed model (Lings and Greenley, 2010; Podsakoff et al., 2003) . A significant poorer overall fit was estimated in comparison with the results of the CFA with the study's proposed factor structure. These results imply that a single factor poorly reflects the data, indicating the possible absence of any common method bias in collecting the data (Farrell and Oczkowski, 2009) .
Regarding the CFA of each construct, according to its structure as proposed in the study, we first analysed the dimensionality, convergent and discriminant validity and composite reliability of the sub-dimensions and main dimensions of IMO, as it was a third-order multi-level construct. To do this, following Gounaris (2006 Gounaris ( , 2008a , the scales representing the sub-dimensions and main dimensions were summatively constructed from the indicators of each sub-dimension (item parcelling). As a result of this process, two items from the identification of exchanges of value (EXVL) and one item from the systems of remuneration (REM) sub-dimension scales had factor loadings below 0.5, and were removed (these items are marked in Table AI) .
After refining the scales, the analysis confirmed the convergent validity (AVE W 0.5), discriminant validity (the square root of AVE of each construct was greater than the correlation coefficients between the constructs) and composite reliability (CR W 0.90) of the sub-dimensions and main dimensions of IMO (Table I) .
Finally, estimating IMO as a multi-level construct, reflective at all three levels, required verification of the fit of three models: first, the model relating the overall latent variable of IMO to its three main dimensions (generation, dissemination and response); 
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Influence of internal market orientation second, the model relating these three main dimensions to their respective subdimensions; and finally, the entire model, which contemplates the relationships among the overall latent variable, dimensions and sub-dimensions (see Table II ).
These results confirm the reflective multi-level and multi-dimensional character of IMO, as well as the dimensionality, reliability and validity of job satisfaction, employees' trust in benevolence and honesty, employees' affective commitment and customer satisfaction (Table I) .
In the analysis of service quality, as a multi-level construct, we followed the method adopted in IMO to corroborate the dimensionality, validity and reliability (Table I) . However, as the overall variable of service quality is formative, the indicators or main dimensions influence the latent construct, and it was necessary to demonstrate the absence of multicollinearity among the indicators (Diamantopoulos and Winklhofer, 2001 ). These authors also require the nomological validity to be confirmed, relating the latent variable, through the three main dimensions, to two other reflective indicators with a more general content of the conceptual domain of the latent variable (in this study, two indicators with a general content of the service quality, GQ 1 and GQ 2 in Table AII) .
First, as we mentioned before, the absence of multicollinearity was tested by VIF. The dependent variable was one of the indicators of general content (GQ 1) and the independent variables were the three main dimensions of perceived service quality. The absence of multicollinearity was verified as the values were below 5 points.
To test nomological validity we demonstrated the fit of the model that relates the overall latent variable through the three main dimensions and the two general reflective indicators. Following Gounaris (2006 Gounaris ( , 2008a , together with the analysis of this model we estimated the fit of the model that relates the main dimensions to the respective sub-dimensions and to those of the full model (Table III) .
Perceived service quality is therefore both a multi-dimensional and multi-level construct, reflective in the first and second orders and formative in the third order. Finally we estimated the confirmatory measurement model with all the constructs. Several statistics verified the goodness-of-fit (p-value ¼ 0.060; RMSEA ¼ 0.020; CFI ¼ 0.99; GFI ¼ 0.99; AGFI ¼ 0.99). The analysis verified the convergent validity (AVE W 0.5); discriminant validity, the square root of AVE of each construct was greater than the correlation coefficients between the constructs (Table IV) ; and composite reliability of the constructs of the model, CR W 0.90. The high correlation between the three employee attitudes comprising relationship quality is therefore particularly noteworthy.
Structural relationships of the model
The structural model was estimated to test the predicted relationships between the proposed constructs. Evaluations of the goodness-of-fit (Table V) showed that all their values were adequate for the sample data (p-value ¼ 0.380; RMSEA ¼ 0.017; CFI ¼ 0.99; GFI ¼ 0.99; AGFI ¼ 0.98).
(1 a Construct formed summatively from its dimensions. *Significant at p o0.05 An analysis of the results of the model verifies the role of IMO as an antecedent of job satisfaction (H1), trust in honesty (H2a) and trust in benevolence (H2b); however, this antecedent role is not corroborated for affective commitment (H3). Results would seem to indicate that a long-lasting relationship with the company is necessary, with satisfaction and trust as mediators in the influence of IMO on affective commitment.
We also corroborate the hypotheses relating to employees' affective response variables (H4a, H4b, H5, H6a, H6b) . Job satisfaction plays a significant role, presenting a higher influence on the other variables (trust in honesty, trust in benevolence and affective commitment).
In the study of the possible relationship between employees' attitudes and perceived service quality all the hypotheses, H7, H8a, H8b and H9, are corroborated, which shows the significant influence that each of the employee's attitudes has on his or her performance according to the patient's opinion. The study also corroborates the final hypothesis proposed by the model, namely, the antecedent role of perceived service quality on patient satisfaction (H10).
Finally, as a supplementary analysis of the data, not contemplated in the initial formulation of the hypotheses to be tested in the model, we analysed the possible existence of significant differences, in terms of employees' tenure, in the influence of IMO on employees' attitudes and consequently on external outcomes. Organisational tenure is an important factor to consider when assessing employees' attitudes and performance (Boyas et al., 2013; Bradley, 2007; Wright and Bonnet, 2002) ; however, its possible moderating role has not, to date, been considered in the internal marketing literature.
This academic gap prompted us to use multi-group methodology, in the form of a supplementary analysis, to test the possible existence of significant differences in the results according to employees' work experience. Following Aryee et al. (1994) , we divided the sample into employees with more and less than ten years work experience, as ten years was the average tenure of the employees interviewed. The number of observations (103 employees with more than ten years of experience and 141 with less than ten years) was sufficient to use SEM methodology.
In relation to the results, the invariance of the factor loadings is ratified (Δχ 2 ¼ 41.34; Δdf ¼ 31; p ¼ 0.101 W 0.05), indicating the existence of configural invariance (Vandenberg and Lance, 2000) , so the same model could be applied to each sub-sample of employee-customer dyads. To check whether differences between the two samples are statistically significant, we test for the existence of structural invariance (Table VI) . The χ 2 difference tests for the multi-group model show differences between the two samples (Δχ 2 ¼ 25.83; Δdf ¼ 13; p ¼ 0.018 o 0.05). In particular, significant differences are shown in the influence that IMO has on both trust constructs (higher in the employees with longer tenure) and in the influence of job satisfaction on the same constructs (higher in the employees with lower tenure).
Discussion and implications

Theoretical implications
Service organisations seek to advance their competitive position by improving their responsiveness to the needs of their customers; it is therefore essential to ensure that employees have the appropriate attitudes and performance when interacting with customers to enhance organisational results (e.g. greater service quality and customer satisfaction). This business need has driven the attempts in the literature, through 506 JSTP 25,4 linkage research or the related service climate and service profit chain model, to analyse the relationship between work environment, as perceived by employees, and customer outcomes.
The internal marketing literature can be framed within this research stream as it explores the way in which the company-employee relationship can be managed to improve performance in the external market. Indeed, internal marketing, understood as a philosophy that seeks to strengthen affective relationships with employees to ensure they adopt an attitude that is favourable to the organisation's interests, appears to overcome the simplicity in the explanation of these relationships that, according to some authors, are present in the linkage research or the service profit chain model. This study is set within the internal marketing literature. Hence, through dyadic methodology, recommended to relate internal and external spheres of the organisation (Akroush et al., 2013; Lings and Greenley, 2009, 2010) , we have verified the positive influence of IMO on employees' attitudes (job satisfaction and trust) and, through them, on performance (service quality perceived by customers that affects their level of satisfaction), which demonstrates the validity of equity theory as an explanatory conceptual referent of the model. Specifically, the mediating role of these employee attitudes in the relationship between the adoption of a marketing-type philosophy and customer outcomes is this paper's main contribution to the literature. In fact, this study corroborates for the first time, as far as we know, the influence of IMO on employees' trust in the honesty and benevolence of the firm and its managers.
In line with the findings of various studies on the company-client relationship (Moliner, 2009; Moliner et al., 2007) , we corroborate the causal relationships among the three attitudes that comprise relationship quality. In our study, the high correlation found among them is particularly noteworthy, a result that has previously been demonstrated (Fullerton, 2011; Segarra-Moliner et al., 2013 ). De Wulf et al. (2001 point out that, although these three attitudinal dimensions are distinct, customers tend to "lump" them together. This high correlation may in fact be attributed to their common relation with a higher global construct, as posed by several contributions on the quality of relationships between the firm and its customers (Boles et al., 2000; Crosby et al., 1990; Ulaga and Eggert, 2006) .
Indeed, only one of the relationships posited in the model is not confirmed (H3), since unlike previous investigations (Kaur et al., 2009; Lings et al., 2008) , the study does not find a direct and significant influence of IMO on affective commitment, although it does have an indirect influence through job satisfaction and the two constructs of trust. Other empirical studies on POS (Kim et al., 2005) or the service climate (Paulin et al., 2006) , also find that IMO has no direct influence on the employee's commitment to the organisation. One possible interpretation of this result is that IMO, and other variables representing greater managerial proximity to employees, have a direct effect on those attitudes -satisfaction and trust -that emerge over a short or medium time horizon. In contrast, affective commitment may demand a long-lasting relationship with the company and its managers, with satisfaction and trust as mediators in the antecedent role of IMO.
Finally, this study makes a further contribution to the internal marketing literature because it corroborates the impact that work experience can have on the relationship between the company and its employees. The multi-group analysis corroborates the significantly different influence that IMO has on the trust of those employees with higher tenure. In turn, job satisfaction has a significantly higher influence on trust among employees with less work experience. These differences may show that the trust of highly experienced employees, who have greater judgement criteria due to past events in the organisation, are more influenced by the managers' proximity and attention towards them. On the other hand, the employees with shorter work tenure, and consequently less experience to assess the degree of managers' attention, base their trust on job satisfaction. However, the lack of previous empirical studies that analyse the impact of work experience on the internal marketing-employee attitudes relationship prevents us from conclusively defending the general validity of these results. Further research is therefore needed into the moderating role of work experience.
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Managerial implications To attain service quality and, in turn, customer satisfaction and loyalty, we believe firms should commit to an internal marketing philosophy, which encourages the adoption of a customer focus among all employees and contributes to creating a better internal climate. IMO promotes integration between functions and especially between marketing and human resources (Gounaris et al., 2010) . These two areas should work together to build strong relationships between managers and employees, especially in jobs where customer orientation is needed.
In on a practical level, it is clear that without a valid measure of internal marketing companies will be unable to develop functional activities that positively influence employee attitudes and performance, and consequently customer satisfaction (Anaza and Rutherford, 2012) . In this vein, the literature has shown IMO as a valid representation of internal marketing that allows companies to understand the value of their employees, to develop bidirectional communication and to become responsive to employees' needs. Therefore, this instrument identifies internal barriers to changes, and problems among departments and functions, so managers are better able to define appropriate strategies and tactics to develop proactive solutions.
For this reason, the attitudes of service workers are crucial to service quality strategy. The role of healthcare service employees is even more relevant due to the high labour intensity and frequent interactions with patients that their work involves (Chang and Chang, 2009; Lee et al., 2011) and because of their responsibility for a service that is so relevant for society.
This social pressure may explain why levels of emotional burnout are higher among health workers than in other professions (Aiken et al., 2001; Peltzer et al., 2003; Thomas, 2004) , with negative consequences on their attitudes that can lead to the deterioration of the service given and the reduction in patient satisfaction (Argentero et al., 2008) . In order to prevent this situation, we consider that a managerial approach to employees following a marketing philosophy could play a decisive role.
Furthermore, IMO allows hospital managers to systematically listen to all employees (doctors, nurses, administrative staff, etc.) at all hierarchical levels. Once employees' needs and suggestions have been assessed, different subgroups can be identified, and different internal management actions can be designed accordingly. In the case of the hospitals analysed, work tenure has a significant bearing on the different influences that IMO and job satisfaction might have on employees' trust. This investigation has shown that the IMO is more necessary to create trust among employees with more work experience.
Limitations and future research
One limitation of the present paper is its focus on a single business sector (healthcare) in the same geographical area. We used perceptual data to measure the variables of the model and it should be acknowledged that the perceptions of those surveyed might not provide a completely accurate view of the reality. We did not analyse the possible differences that might occur in results obtained using different criteria to segment the samples, for example by age, gender, educational level or type of hospital (private or public). In addition, further in-depth study is required into the moderating role of employee tenure; the small size of our two sub-samples for such a complex model does not give us clear evidence of this moderating role. Finally, the study does not treat the external organisational result multi-dimensionally (absence of objective measures), nor does it conduct tests with time series in view of the existence of continuous variables.
509
Influence of internal market orientation Possible lines for future research include generalising the study of IMO and of the model proposed to more hospitals, and to other services and sectors; identifying possible antecedents of IMO; or incorporating other measures of the result in the patient opinion survey (e.g. recommendation to others or willingness to take out insurance to access a private hospital). Communication between managers and employees (CME) CME 1 Before an important change the hierarchical superiors inform their employees CME 2
Influence
The immediate superiors are never too busy to inform the employees CME 3
The immediate superiors take the time necessary to inform the employees about tasks, actions, and objectives … to be undertaken CME 4
The employees are given the information necessary CME 5
The employees are informed about previously ascertained work problems Communication among managers (CMM) CMM 1 The immediate hierarchical superiors meet to discuss the problems of their professionals CMM 2
If an employee of this hospital has an important problem, the rest of the immediate superiors and/or managers are informed CMM 3
This hospital encourages immediate superiors and/or managers to discuss with each other aspects relating to the employees CMM 4
On occasions another immediate superior offers the solution to an employee's problem (continued ) The immediate superiors are reliable in the promises they make TH 3
The immediate superiors do not make false statements TH 4
If problems arise, this organisation is honest in dealing with them TH 5
This hospital understands the employees' position and tries to adapt to it Trust in benevolence (TB) TB 1 This hospital is concerned for the employees and their welfare TB 2 I feel that this hospital is on the employees' side TB 3
The immediate hierarchical superiors go beyond their obligations to help the employees TB 4
The immediate superiors have supported the employees in the past TB 5
In difficult times the immediate superiors take the employees' side TB 6
This hospital takes the employees into consideration in its actions and decisions Affective commitment (AFCOM) AFCOM 1 I would be happy to stay in this hospital for the rest of my professional career AFCOM 2 I feel the problems of this hospital as though they were mine AFCOM 3 I feel like a part of the family of this hospital AFCOM 4 I feel an emotional bond with this hospital AFCOM 5
This hospital has great personal significance for me AFCOM 6
I have a great feeling of belonging to this hospital Note: a Items removed 
